Abstract-Management consulting as a service has become part of almost every company's daily business. The growth is being exponential, even with all the non-consensual issues and controversies in the industry. However, the market is increasingly competitive, with new competitors coming from everywhere. At the same time, the world is changing at a speed never seen before, and the challenges are several: automatization, scarcity of resources, democratization of the information, big data, and regulation are some examples. Thus, it's not possible for consulting firms to keep providing the market needs without adapting continuously their own business models. The companies that can outperform these challenges more efficiently will win against the competitors. Investigate which strategies and mechanisms adopt to be agile and flexible enough, in which sectors invest the most, and how reinvent their business model in order to be resilient in a fast changing and technological world are the main objectives of this research. Several interviews with the top management of fifteen of the biggest consulting companies in Portugal were conducted. The results suggested that companies are now trying to differentiate by the services delivered, and these business models' adaptation to the digital transformation is rather than a reality, a need.
Introduction
Due to its characteristics, the consulting industry is the basis for the reinvention of the companies. The literature proves it and throughout history, there are several examples where consulting influenced the way of the management thinking and different sectors. The authors [1] defined consultants as knowledge brokers and knowledge integrators, recognizing their superior knowledge and experience in specific industries. The author [2] referred consulting firms as a crucial resource to facilitate and implement the innovation. Therefore, and at a time marked by digital transformation in all sectors, consulting firms can't just be another face in the crowd but its propeller and booster. Based on the literature focused on the origins and the history of the management consulting, it is undeniable and consensual the imponent path of the industry throughout the years. However, in the literature focused on the new challenges of the industry some authors doubt from the capacity of the industry don't be harm from the disruptions in the industry [3] and different visions are presented. Also, and despite management consulting's high practical relevance, [4] affirmed that the scientific discussion of this discipline is relatively young and needs to advance. Thus, our study aims to add value in the discussion of the future of the management consulting and the impact of the digital transformation in the consulting firms' strategy.
The interviews with the main consultants in Portugal, who work in the area at more than one decade, are extremely useful to understand the big picture and to comprehend the vision of the ones that faced so many disruptions, threats and challenges all over the years. It was asked about their company's organization and the context, their main sectors of activity, the triggers in the market that influenced their strategy, how they keep innovative and ensure a monitorization of the market's trends, and their future vision of the industry.
The following sections that composed the article are organised as follows. First, a review of relevant literature of the topic regarding history of the industry and main concepts addressed. Then, the research methodology for data collection and analysis is explained. Subsequently, the approaches used during the investigation are indicated and an elucidation of the key findings with some relevant conclusions. Finally, it will be presented conclusions remarks, limitations of the study, and the contributions of this study to the body of knowledge on management consulting.
I. THEORETICAL FRAMEWORK

A. Management Consulting and Consultants
It is truly difficult to create a widely accepted definition about the concept of Management Consulting and its origin and evolution, due to the difficulties on defining the ambiguous boundaries of the profession of consultant and on classifying the nature of the work, due to the dynamics of the environment in which the industry is embedded, and due to the wide range of areas that may be subject to consulting jobs.
Concerning the origin of the industry, [5] stated that "the advice business is as old as mankind", and [6] affirm that "the management consultancy is one of the most ancient activities in the world". However, the first management consultants appeared around the turn of the century [20th], according to [7] . At the same time, some of these consultants also started some of the first consulting firms in the World (e.g. Arthur D. Little, Inc.).
Regarding the definition of the referred concepts, [5] illustrates the difficulty to explain management consulting, mentioning that it encompasses hundreds of areas. According to [8] there isn't an accepted definition of management consulting, and it arises from the inexistence of consensus on what counts for the delimitation of the market in terms of activities and of the service providers. However, [5] stated that management consulting is an independent professional advisory service assisting managers and organizations to achieve organizational purposes and objectives by solving management and business problems, identifying and seizing new opportunities, enhancing learning and implementing changes. In 2014 [9] tried to define the concept, suggesting that management consulting include any activity that has as its apparent justification the provision of some kind of support in identifying or dealing with management problems, provided by individuals, groups, or organizations that are external to the particular management domain and which are contracted by the management on a temporary basis.
Relating to consultants, Peter Drucker was one of the most important people in the Management Consulting thinking, and it was also considered as "the father of modern management" (Cohen, 2016) . For him, the consultant is a practitioner, like any other executive. But unlike the executive in the organization, the consultant has exposure that is about gaining insight about management and diagnostic capability, through varied cases, different from the corporate executives. Also, he brings to the practice of management what being professional requires: detachment, the absolute need to stay free of involvement [11] . According to Drucker [11] , these two characteristics are fundamental and distinguish, in fact, consultants from all the other professionals.
The author Bower [12] provided 6 criteria that should substantiate the choice of hiring consultants: consultants provide competences that are not available in the firm; consultants have varied experience in the world outside the client's firm; consultants have time to study problems; consultatns are professionals; consultants are independent; consultants have the ability to create action based on their recommendations.
Moreover, Cantato and Giagreco (2011) [1] divide the role of consultants in 4 different points: consultants as standards setters; consultants as information sources; consultants as knowledge brokers; and consultants as knowledge integrators.
B. Motivations and Critical Success Factors
According to the literature, and even more, to the statistics and the reality, one may say that the Management Consulting assume today a crucial position in the business world, and in the world in general. Hence, it is possible to summarize some motivations that encourage firms to, nowadays, increasingly look for consulting services.
In a world subject to constant changes and disruptions, it is crucial to keep in the top of the wave and be innovative. Therefore, according to Back et al. [2] , management consulting firms can provide not only necessary information and cutting-edge knowledge but also legitimacy to innovation decisions through their support and confirmation. Additionally, according to Bouwmeester (2010) [13] , one of the most important role played by consulting firms is that of legitimizer, supporting and justifying clients' decisions.
Given the extensive knowledge, information, expertise, and even reputation, the involvement of consulting firms can increase firm innovation in terms of both inputs and outputs [2] . Czerniawska (2005) [14] states that specialist sectorial know-how is among consultants' most fashionable and coveted qualities and Drucker [11] refers that exposure was always considered one of the fracturing points in favor of consultants that saw so many things in specifics industries and sectors.
Management consulting is only well executed and reach all its potential when some factors are ensured. In a study carried out by Bronnenmayer et al. (2016) [15] , the results suggests that the factors that are more positively related with the success of the projects and the clients' satisfaction are consultant expertise, intensity of collaboration, and common vision. Besides, provided resources, top management support and project management represent factors that have a positive impact as well.
C. Management Consulting in Portugal
The first management consultants appeared in Portugal between 1940 -1950, carried out by academics and consulting departments of large economic groups existing at the time [16] . The management consulting market grew in Portugal with the growth of SMEs and entrance of some multinational companies In more recent years, the market is being divided in 2 segments: Multinational consulting firms and Small and Medium consulting firms [8] . According to the last report related with the consulting industry published every year by INE Portugal (Estatísticas dos serviços prestados às empresas 2016) -"In 2016, the value of 'Provided Services to Companies' ('Serviços Prestados às Empresas' -SPE) increased 4.4% (2.7% in 2015), reaching 13.798 millions of Euros. Of these 13.798 millions of Euros, accounting, auditing and consulting represents 28.2% (3 850 779 millions of Euros, more 2.5% than in 2015), and IT sector, represents 26.3% (3 324 068 millions of Euros, more 7.9% than in 2015, far above the average, 4.4%), remaining as the sectors that contributed the most to the SPE. However, the IT sector is having bigger growth rates and it is expected that overcome the accounting, auditing and consulting weight soon, which comes related with the higher importance of the technologies and information systems in all sectors around the world.
D. Business Models
Although the concept of business model became a prominence of attention of academics and practitioners recently, it was part of the expression of businessmen a longer time yet and its beginnings can already be found in the works of Peter Drucker [17] . Drucker [11] , the initial writer on business models defines the concept with two fundamental questions: "Who is our customer? What do they want?".
According to Slávik & Hanák (2017) [17] business model is an internal system that solves the existential condition of the company, is about how a company works. At the same time, it will have significant implications on the market position of the company, assuming a huge importance for its future.
For Ranjith (2015) [18] , business models are firm's theory of competitive advantage, and above all it creates value to its shareholders. Teece, D. (2010) [19] , adds that a business model describes the design or architecture of the value creation, delivery and capture mechanisms employed.
E. Digital Transform
Regarding the last reports of some of the most reputable consulting firms, it is possible to identify some important changes, challenges and trends predicted for the near future of the World that may affect the Management Consulting industry and the World in general. The main one is, undoubtedly, the digital transformation, the technologies and all that it entails. According to the report from PWC: Five Megatrends and their implications for global defense & security, 2016, the digital revolution is altering behavior and expectations, as well as the tools applied to deliver services and experiences.
The report from EY: Megatrends, 2015 indicate the disruption (fueled by the convergence of social, mobile, cloud, big data and growing demand for anytime anywhere access to information and technology) as a challenge, mentioning that it is taking place across all industries and in all geographies, and new challenges will become visible. Moreover, big data is another actual phenomenon, taken as the key for innovation and productivity. According to the McKinsey report in 2011: Big data: The next frontier for innovation, competition, and productivity, the amount of data in the world has been exploding, and analyzing large data sets -so-called big data -will become a key basis of competition. Moreover, according to Christensen et al. (2013) [3] , it's expected that as artificial intelligence, predictive technology and automation improve, the pace of productizing will increase. The mentioned report from EY reflects that knowing how to internally adapt to these radical changes, and keep technologically able to advise the companies in all the challenges that the evolution of the digital enterprise presents (as new competitions, changing customer engagement and business models, unprecedented transparency, privacy concerns and cyber security threats), is crucial and becomes vital for all the consulting industry
II. METHODOLOGY
To answer the main question of this article how are management consulting firms reinventing their business models in a digital transformation's world, it was first established two main hypotheses: 1 -sectors of activity and geographical disposal of consulting firms are strategic factors for the digital transformation and expansion; 2 -management consulting firms are adapting their business models to their clients' digital transformation. The selection of the respondents was done in a judgmental sampling (a nonprobability sampling technique), where the selection is done by applying expert knowledge of the population to decide which characteristics are relevant to be represented. Accordingly, were selected 25 consulting firms in Portugal and invitations were sent to members of the companies. Since the respond sate was of 60%, the final sample size consisted on 15 respondents from 15 consulting companies.
The importance of the interviewees' experience was the main factor to invite mostly respondents with top management positions that are related, typically, with more strategic fuctions. To collect the data, it was conducted a qualitative study through in-depth interviews with the executives of the chosen firms. In-depth interviews provides more interaction in the interviews and more complete and comprehensive responses. The interviews were conducted between February and May 2018 and the correspond average duration was 45 minutes. The questionnaire made to guide the interview was composed by four different groups: the context and background; the company's structure; innovation and differentiation in the market; and lastly, future vision. The collection of primary data enabled the analysis of several crutial factors, namely, the company's business models, its mains operating sectors, the geographical disposals, its internal and external strategies, and provided the main conclusions of this study. It was also used secondary data, in order to study the general circumstances of the Portuguese industries, mainly reports from INE and PORDATA in the last 10 years. Other reports from FEACO gave important insights about the consulting industry in Europe.
III. DATA ANALYSIS AND DISCUSSION
In order to get a deeper and even more consistent insights from the consulting firms, it was given preference to top managers in the selection of the interviews. In this investigation, the final composition of the interviews was the following: 7 partners, 4 directors, 2 principals, 1 senior manager, and 1 manager. Regarding the composition of the consulting firms' group, the result was more heterogeneous. About 47% of the companies presented in the study can be considered in the group of SMEs, according to European Commission Recommendation 2003/361/EC, and the remaining 53% are outside this group. Regarding the provision of services, one may understand different focus and origins of the group. The IT group with an understandable weight in the technology, which represents 47% of companies in the group; the group of BIG4, that represents 20% and which have the particularity of having born in the auditing world; 13% of the companies belonging to the strategic consulting group with a huge orientation for the strategic part of the consulting (advisory); Lastly, it were interviewed local consulting companies, Portuguese companies with a more confined scope and a greater focus in the Portuguese market, that represents the remaining 20% of the group. Also, and to conclude the context part, it was asked about their geographical disposal in terms of their own offices in Portugal. The findings showed that all the companies have, at least, one office in Lisbon. However, only for 40% of them, Lisbon is the only city with an office. The data collected throughout the interviews enables to study and analyze the two main hypothesis, detailed below.
H1: Operating sectors and geographical disposal of consulting firms are strategic factors for the digital transformation and expansion.
These hypothesis aims to study if, and in which way the companies' sectors of activity and their geographical disposal are related with their digital transformations and expansion. Regarding the major operating sectors of the investigated companies, financial sectors were considered the major operating sector for the companies interviewed with 80% of the companies mentioning it, following by the utilities sector, with more than 45%. When asked the first main reasons for their presence in that sectors, the results suggest the attention to digital transformation as low importance, being mentioned by only 7% of the respondents. Otherwise, the financial capacity of the players in that sector (33%), following by other historical reasons (30%) and the regulation (26%) are considered the main reasons why companies are present in certain operating sectors for the first time. Nevertheless, when asked which triggers can influence the most their future investment in different sectors, the results are the follows: The data demonstrate a change in the paradigm, with digital transformation assuming nowadays an incomparable importance regarding the importance of the sectors where the companies invest the most. The respondent from company I signalize the technological transformation processes in the industries as the main trigger. At company II, the higher future investment will be in the sector of utilities sector because in the interviewee's opinion "the biggest technological budgets are in this sector" and is a sector very exposed to the technological evolution. Regarding company III, it's believed that consulting, nowadays, only is reasonable behind one or more information systems and this pressure will spread for all the industries. Moreover, the interviewee from company IV also stated that technology will cross all the sectors and industries. Although the industry's transformation is now considered as the main trigger regarding the consulting firms' investment, there are some discussions regarding its effect on the specifics sectors of activity, that it will be approach on the conclusions chapter. Concerning the geographical disposal of the companies, it is important to understand in which way all these decisions can impact their own strategy, what is the main reason behind it, and what companies consider as the most positive factor of that choice. Also, understand how the digital transformation is influencing the companies' decisions regarding their physical offices. From the companies that invested in offices outside Lisbon (60% of the companies), almost 78% of them opted for an office in Oporto (the second biggest city in Portugal). Also, 56% of them only have their offices in Lisbon and Oporto. Additionally, 27% even have offices in cities apart from Lisbon and Oporto, as Coimbra, Braga, Évora and Fundão. All the companies with offices outside Lisbon and Oporto are all from the mentioned IT group. The other common denominator is that all the chosen cities outside Lisbon and Oporto are cities near the university in a clear logic of try to capitalize possible connections and partnerships with these educational institutions. It's consensual the difference in the Oporto's market and the one in Lisbon. Accordingly, the main reasons referred for the companies opted to be also present in Oporto was the proximity and the search for new players and sectors. The company V interviewee added that "the market in Oporto is really enterprising and have a large industrial complex". Company VI's respondent seems to agree and added that the business factor in Oporto is the existence of strong industries, while Lisbon is characterized with more services and not so many heavy industries. Additionally, it was considered the proximity as an important factor to get into a company or a sector. The second main reason was the exploitation of skilled labor (an option mentioned mostly by the companies that belong to the IT group with offices outside Lisbon). It is common in all of them, the difficulty in recruit qualified resources comparing with all the actual demand. The third option was the search for the specialization, and here it is highlighted the several global delivery centers that some companies created and its relation with a higher specialization in some areas (mostly technological).
Company VII defined their office in Braga as a delivery centre oriented for technological services, and specifically for artificial intelligence in the case of the Company VIII's delivery centre in Coimbra. At company IX, it was also described their offices outside Lisbon as global delivery centers that provide more specialized services. The interviewee also stated that their decision to hold an office in Fundão came from "the need of more skilled labor (near an university)" and highlighted the importance of the partnership with the university for a "greater control in the value chain". To conlude, it is possible to conclude a relation between a decision of having offices outside Lisbon and the digital transformation and expansion of the companies but, for the generality of the companies it is not, for now, the main reason. However, the sub group composed from the companies that can be considered as more technological (for its genesis) see their geographical expansion essential for their digital transformation and expansion.
H2: Management consulting firms are adapting their business models to their clients' digital transformation.
To analyze this hypothesis, was asking to the interviewees in which way the companies are differentiated from the competitors. Accordingly, one may say that more than 40% of the respondents believed that their technological expertise and specialization differentiate them in the market. Their skilled people and their capacity to attract this kind of resources was the second option mentioned the most. Additionally, the networking inside the company or the group and their capacity (financial and logistic) to mobilize resources were also mentioned. There is a feeling that companies can't trust only in their actual structure, reputation and market recognition. Even their financial capacity as to be materialized in real differentiation and value for the clients, otherwise, they will be just another one. Thus, these answers prove the importance given for the companies to the technological transformation and its importance in their future. Looking at the future vision and future strategies mentioned in the interviewees, it gets clarified that they are investing in an adaptation of their business models in order to face these new challenges. Technological changes were mentioned more than 85% when it was asked to the companies their future vision for the consulting world and for their companies. More than 30% mentioned that their company already invest in an inorganic growth, with the acquisition of specialized teams (ciber security in company IX, and big data and analytics in company X, for example). 40% mentioned the specialization as a way in order to offer real value in a faster way to the companies increasingly demanding and in a fast changing world. The world is demanding real value, and agility. At company XI they believe that "the world will evolve more and more to have companies with very specific solutions. There is no time to think hard about what we are going to do, the world travels faster and faster. There is no time to wait" The consulting companies assume that there is only one way to avoid become obsolete and antiquated. Specialized knowledge that turns into integrated solutions in a whole technological basis is where companies see the success. Companies are assuming different options to get there. Since the mentioned acquisition of different specialized teams, until the partnerships with universities or manufacturers in a R&D perspective, or even invest in start-ups, companies understand that they have to (finally) open their heart to a world where knowledge born everywhere, all the time. The respondent from company XII affirmed that they are adapting their business model to increasingly offer a solution as integrated as possible. At company XIII, they stated that "more and more, it is necessary to be puzzle makers and not to make puzzle pieces".
Consultants are aware of all the changes that our world is facing. Only the future will say which ones could adapt more efficiently their business models' adaptation.
IV. CONCLUSIONS AND FURTHER RESEARCH
Despite the companies' organizational differences, this study gives important insights about the consulting firms' strategies in Portugal to deal with the current digital transformation. More specifically in terms of the companies' geographical disposal, contrary to the usual connection between digital transformation and the virtual and remote work, it is possible to conclude that are in fact the more technological firms the ones investing more in different offices within Portugal. Also, the group in general, opted more to expand their physical geographies, either for a higher proximity with clients or industries, to exploit skilled labor, or other reasons. Regarding the sectors of activity, it is undeniable the influence of the digital transformation. Digital transformation is the main trigger that can influence a change in companies' strategy. However, even with some evidences that point to the fact that this effect of digital transformation will be different (or not) between the sectors, there are lack of proof regarding the consulting firms' opinion. To conclude, the geographical disposal of consulting firms is a strategic factor for the digital transformation and expansion. Regarding the operating sectors, although it's undeniable a higher importance gave to the industries' transformations, it's not possible to prove if consulting firms really believe that this effect will be different between the industries and, consequently affect their investment in different operating sectors, or not. In the second hypothesis stating that management consulting firms are adapting their business models to their clients' digital transformation, it was demonstrated that the majority of companies believe in their differentiation mostly through technological expertise and specialization. Also, consulting firms' future vision indicates a great importance given to their own digital transformation. The most homogenous answer was even the one related with their future vision with a huge majority of the companies mentioning the need of an adaptation to the digital transformation. Thus, one may affirm that management consulting firms are adapting their business model to their clients' digital transformation. This study contains some limitations, not clarifying for example, if the main mentioned trigger -industries transformation -will benefitiate certain sectors of activity in detriment of others, or by the opposite, it will be tranversal to all sectors of activity. It could be important to understand the best strategies of the companies regarding their operating sectors. Also, it could be useful make a deeper research regarding the specific strategies implemented to digital transformation and understand which effects companies intended to achieve with which one. Moreover, taking into account that this investigation was on the side of of the service-provider, the service-receptor opinion and perspective was not considered. Therefore, for future research it would be pertinent to collect customer's opinion on the same subjects
